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Abstract 
Employees are increasingly concerned of managing their own career and are thus 
becoming less loyal. However, to stay competitive organisations need to retain their 
best talents. The present study examined the relationship between organisational 
support for development and intentions to turnover, as well as affective commitment. 
Previous research has indicated inconsistent results between employee development 
and turnover, suggesting that organisational support for development might increase 
or decrease intentions to turnover. In addition, studies have implied that it is required 
to include mediating factors to explain the relationship. The relationship between 
organisational support for development and intention to turnover was assumed to be 
mediated by employability and moderated by perceived career opportunities. 
Psychological contract breach and career success were tested as mediators in the 
relationship between organisational support for development and affective 
commitment. The hypotheses were investigated in a sample of 961 managerial and 
non-managerial employees in an engineering company in Norway. A moderated 
mediation model and multiple mediation model were applied to analyse the data. 
Results indicated that organisational support for development is essential in 
promoting intentions to stay and affective commitment. A partial moderated 
mediation of perceived career opportunities (moderator) and employability (mediator) 
was established. Unexpectedly, perceived career opportunities increased intentions to 
turnover. Career success and psychological contract breach partially mediated the 
relationship between organisational support for development and organisational 
commitment. These results contribute to extend knowledge about how organisational 
support for development improves retention and should be considered an important 
strategy in the organisation’s retention management.  
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A Better Deal Elsewhere? The Role of Organisational Support for Development 
in Retaining Employees 
 Over the last decades the employment relationship has shifted from lifelong 
employment security to employees increasingly managing their own careers to stay 
employable in a competitive market (Direnco & Greenhaus, 2011; Eby, Butts, & 
Lockwood, 2003; Forrier & Sels, 2003). To a greater extent employees seek new 
challenges and change jobs in order to manage their future career (D'Amato & 
Herzfeldt, 2008). Especially knowledge intensive organisations need to retain the best 
talents to stay competitive, as the organisations’ assets are tied up in the employees.  
 These trends are also evident in Norway. According to the results of the 
European Employee Index (Ennova & HR Norge, 2012) conducted in Norwegian 
organisations during 2011, employees are becoming less loyal and are increasingly 
searching for new jobs to improve their work satisfaction. Moreover, employees 
report that organisations’ efforts towards technical and personal development are 
declining. This might have damaging consequences for organisations since 
competence development is fundamental in attracting and retaining employees and a 
prerequisite to develop competitive advantage.  
 Retention management comprises HR practices organisations implement to 
reduce their turnover rate. For several reasons, retention is critical for knowledge 
intensive organisations. First, they depend on retaining employees with the highest 
intellectual capital. However, a tight labour market in some segments imply 
difficulties in finding talents (D'Amato & Herzfeldt, 2008). Second, employee 
turnover entail considerable tangible and intangible costs for organisations (Tanova & 
Holtom, 2008). The tangible costs are related to recruitment, training, quality issues, 
and costs of temporary staff. The intangible costs are associated with consequences 
for organisational culture, employee morale, social capital, and knowledge in 
organisations (Morrell, Clarke-Loan, & Wilkinson, 2004; Newman, Thanacoody, & 
Hui, 2011). Finally, management is concerned that a high turnover rate implies losing 
key employees and knowledge (Tanova & Holtom, 2008). Work attitudes such as 
intentions to turnover and affective commitment provide valuable information about 
organisations’ retention efforts. Intentions to turnover reflects the employees’ desire 
to continue the employment relationship, and affective commitment is linked to the 
employees’ sense of attachment to the organisation (N. J. Allen & Meyer, 1990).  
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 Organisational support for development is a key factor to retain employees 
and reflects the employees’ perceptions of the extent the organisation provides 
opportunities and programs that support the employees’ development (Kraimer, 
Seibert, Wayne, Liden, & Bravo, 2011). Developmental support is considered to be 
beneficial to the organisation and the employee. Consequently, employees improve 
their competence and the organisation develops a skilled workforce. However, 
research has indicated inconsistent results regarding the relationship between 
organisational support for development and retention (Kraimer et al., 2011). These 
inconsistencies revealed that support for organisational development might increase 
(Ito & Brotheridge, 2005) or decrease turnover intentions (Kuvaas & Dysvik, 2010). 
In addition, studies have indicated that it is required to include mediating factors to 
explain the relationship between organisational support for development and 
intentions to turnover (Lee & Bruvold, 2003).  
 The objective of the present study is to investigate the relationship between 
organisational support for development and retention. Retention is measured with 
intentions to turnover and affective commitment. First, the study will investigate 
whether organisational support for development reduces intentions to turnover. 
Employability and perceived career opportunities will be tested as factors that affect 
this relationship. Second, the study will analyse if organisational support for 
development increase affective commitment. Psychological contract breach and 
career success will be examined as factors that influence this relationship. The 
purpose of the present study is to contribute to an enhanced understanding of the 
relationship between organisational support for development and retention and factors 
related to these relationships.  
 
Organisational Support for Development and Intentions to Turnover 
The present study suggests that intention to turnover is an important retention 
factor to be examined in relations to organisational support for development. This 
section will discuss the relationship between organisational support for development 
and intentions to turnover and present employability and perceived career 
opportunities as a potential mediator and a potential moderator of this relationship.  
Organisational training and development opportunities are essential for 
individuals based on the necessity to remain employable in a competitive market. In 
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addition, these opportunities increase feelings of self worth and importance to the 
organisation since the organisation wants to invest in their employees (Döckel, 
Basson, & Coetzee, 2006). Development refers to activities in which employees 
acquire new knowledge or skills for personal growth (Aguinis & Kraiger, 2009). 
Examples of development programs are job rotation, high-potential programs, training 
classes and workshops, tuition reimbursement programs, career development and 
planning, and mentoring (Kraimer et al., 2011). Perceived organisational support has 
been identified as a strong predictor of intentions to turnover (Guzzo, Noonan, & 
Elron, 1994). Consequently, providing organisational support and opportunities to 
participate in the abovementioned development programs should be considered an 
important strategy to increase retention. Moreover, effective retention strategies such 
as opportunities for growth, a conducive work environment, and transparent 
compensation require top management support (Horwitz, Heng, & Quazi, 2003). 
These arguments suggest development and organisational support are important 
strategies to improve retention. Thus, the concept of organisational support for 
development and its relationship to intentions to turnover will be discussed in the next 
section. 
Organisational support for development is defined as the employees’ 
perceptions of whether the organisation provides programs and opportunities to 
develop the employees’ functional and managerial skills (Kraimer et al., 2011). This 
definition takes into consideration that the presence of development programs does 
not necessarily imply that employees receive support for competence development or 
access to the programs. Contextual variables such the communication of development 
programs in the organisation, high work demands, and relationship with the nearest 
leader can influence perceptions of support. Thus, organisational support for 
development recognises that the interaction between the employees’ perceptions and 
the organisational context (Kraimer et al., 2011) influences the employees’ work 
attitudes.  
Research on the relationship between employee development as well as 
support for development and retention has reported inconsistent results (Kraimer et 
al., 2011). For instance, employees who participated in tuition-reimbursement 
programs reported higher turnover intentions compared to those who did not 
participate or took fewer classes (Benson, 2006). Perceptions of supervisor support 
for development directly decreased turnover intentions, but indirectly increased 
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turnover intentions through career adaptability (Ito & Brotheridge, 2005). A direct 
relationship could, however, neither be established between perceived organisational 
support and turnover intentions (D. G. Allen, Shore, & Griffeth, 2003) nor between 
perceptions of organisational investment in employee development and intent to leave 
(Lee & Bruvold, 2003). Finally, a negative relationship between perceived investment 
in employee development and intentions to turnover was reported (Kuvaas & Dysvik, 
2010). In summary, these studies illustrate the inconsistent results of the relationship 
between organisational support for development and intentions to turnover. 
Organisational support for development might increase or decrease intentions to 
turnover. In addition, studies have implied that it is required to include mediating 
factors to explain this relationship. 
The abovementioned results did not succeed in establishing an unambiguous 
relationship between organisational support for development and intentions to 
turnover. However, research related to organisational support suggests that employees 
will be motivated to contribute to an extent that benefits the organisation if the 
organisation offers development opportunities, (Kuvaas & Dysvik, 2010). Supporting 
employee development induces feelings of being a valued member of the 
organisation, which should reduce the employee’s intent to leave the organisation. 
Thus, consistent with research that has established a negative relationship between 
perceived organisational support (Guzzo et al., 1994) as well as perceived investment 
in employee development (Kuvaas & Dysvik, 2010) and intentions to turnover, the 
present study expects to find support for the following hypothesis:  
 
Hypothesis 1: Organisational support for development is negatively related to 
intentions to turnover.   
 
In relation to the focus on employee development and the changing 
employment relationship, employability has received substantial attention (Van der 
Heijde & Van der Heijden, 2006). Employability is understood as taking control and 
realising one’s present and future career potential (Berntson, Näswall, & Sverke, 
2010; Direnco & Greenhaus, 2011), and is defined as the individual’s probability to 
get a job on the internal and external labour market (Berntson et al., 2010; Forrier & 
Sels, 2003). Employees with relevant competence are considered attractive on the 
internal and external labour market and therefore report high levels of employability. 
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These competences refer to the knowledge, skills and abilities an individual acquires, 
which are appropriately transferred to respond to changes in the labour market (De 
Cuyper, Mauno, Kinnunen, & Mäkikangas, 2011; Van der Heijde & Van der Heijden, 
2006). Thus, the definition of employability suggests competence development is 
critical for employees to remain employable in a competitive and dynamic market 
(Direnco & Greenhaus, 2011; Wittekind, Raeder, & Grote, 2009). Consequently, 
improving the individual’s employability is favourable for the employer and the 
employee (Van der Heijde & Van der Heijden, 2006). 
Several studies have indicated a positive relationship between the employer’s 
support for competence development and employability (De Vos, De Hauw, & Van 
der Heijden, 2011; Wittekind et al., 2009). This suggests that organisational support 
for development contributes in fostering employability. Since participation in 
development programs usually extends over a longer period, organisational support 
for development gives employees the impression that the organisation wants to invest 
in their present and future career development. Moreover, organisations that provide 
support for developing managerial and functional skills will increase the employees’ 
career potential and they will be able to respond to changing work demands. Based on 
these arguments, the present study states the following hypothesis:  
 
Hypothesis 2: Organisational support for development is positively related to 
employability.  
 
Some scholars have discussed whether employability might increase 
intentions to turnover. This discussion is based on the assumption that enhanced 
employability and the changing employment situation might have an affect on 
intentions to turnover (De Cuyper et al., 2011). Especially since employees in some 
sectors are increasingly changing job (De Cuyper et al., 2011). On the other hand, 
Wittekind et al. (2009) recommended that organisational consequences of 
employability should be examined to determine whether investing in employability 
pays off for the organisation. 
A recent longitudinal study established a negative and a non-significant 
relationship between employability and intentions to turnover. The same results 
occurred when support from the supervisor and social support from colleagues were 
included (De Cuyper et al., 2011). Employability was found to act as a moderator 
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between job insecurity and intentions to quit (Berntson et al., 2010). Employees who 
assumed they would easily find a new job reported stronger intentions to quit in a 
situation with higher job insecurity (Berntson et al., 2010). The relationship between 
employability and intentions to turnover was, however, not significant. Altogether, 
these results indicate that further research is needed to understand the relationship 
between employability and intentions to turnover.  
Leaving an organisation might entail substantial losses to the individual (De 
Cuyper et al., 2011), which implies that employability does not necessarily increase 
intentions to turnover. Acquiring relevant competence is a critical part of 
employability, suggesting that employees who report higher levels of employability 
are more resilient regarding changing work demands (Van der Heijde & Van der 
Heijden, 2006). Moreover, even though greater employability enhances the 
probability of getting a new job, changing jobs do not imply that employees will 
improve their competence development. Consequently, it is assumed that employees 
want to remain in an organisation in which they experience greater employability. 
Consistent with a recent study that found a negative relationship between 
employability and intentions to turnover (De Cuyper et al., 2011), the present study 
postulates the following hypothesis: 
 
Hypothesis 3: Employability is negatively related to intentions to turnover.  
 
As described earlier, several studies have not established a direct relationship 
between organisational support for development and intentions to turnover (e.g., D. 
G. Allen et al., 2003; Ito & Brotheridge, 2005; Lee & Bruvold, 2003). For instance, 
affective commitment has been shown to be an important mediator of the relationship 
between organisational support for development and intention to turnover (Lee & 
Bruvold, 2003), suggesting that other factors explain this relationship. Accordingly, 
an earlier study found that employability played a significant role in the relationship 
between job insecurity and intentions to turnover (Berntson et al., 2010). Specifically, 
employability improved the strength of the relationship when it was included. This 
finding contributes to the idea that employability could have an affect in other 
relationships in which intention to turnover is the outcome variable. Therefore, the 
present study suggests that employability could act as a mediator in the relationship 
between organisational support for development and intentions to turnover.  
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To further increase the understanding of how employability is related to 
intentions to turnover, De Cuyper et al. (2011) proposed including moderators in this 
relationship. The increased focus on continuous career and competence development 
to remain employable and achieve personal career goals, suggests employees pay 
attention to internal and external career opportunities. A recent study found that 
perceived career opportunities moderated the relationship between organisational 
support for development and voluntary turnover, such that the relationship was 
negative when career opportunities were high but positive when career opportunities 
were low (Kraimer et al., 2011). Perceived career opportunities are defined as 
employees’ perceptions of available work assignments and job opportunities within 
the current organisation that correspond with their career goals (Kraimer et al., 2011). 
The definition of perceived career opportunities acknowledges that individuals might 
have diverse goals and career interests. Thus, the perceptions of the availability of 
career opportunities in the organisation might vary. Moreover, the individual’s career 
development is receiving increased attention, suggesting that career opportunities 
might be a significant factor in today’s employment situation (Kraimer et al., 2011).  
A similar study found that high performers and employees at a higher job level 
who were promoted were more likely to report intentions to stay in the organisation 
compared to low performers (Hausknecht, Rodda, & Howard, 2009). Moreover, 
receiving promotions moderated the relationship between earning a degree through 
tuition reimbursement and voluntary turnover, indicating that employees who get 
promoted after earning their degrees were less likely to quit than those who were not 
promoted (Benson, Finegold, & Mohrman, 2004). In summary, these findings reflect 
the importance of available career opportunities and promotions in relation to 
turnover. Moreover, it emphasises that employees who participate in development 
programs tend to search for career opportunities that correspond with their increased 
competence development.  
Consistent with Kraimer et al. (2011) who argued that promotion is not the 
only way to retain employees who have received developmental support, the present 
study suggests that employability acts as a mediator and perceived career 
opportunities as a moderator in the negative relation between organisational support 
for development and intentions to turnover. Specifically, it is expected that the 
relationship is stronger when career opportunities are high. Including perceived career 
opportunities as a moderator might provide insights into the inconsistent findings 
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between organisational support for development and intentions to turnover (Kraimer 
et al., 2011). Thus, the following hypothesis is tested:  
 
Hypothesis 4: The negative relationship between organisational support for 
development and intentions to turnover is mediated by employability, and this 
mediation is moderated by perceived career opportunities. Specifically, the 
relationship is stronger when career opportunities are high compared to when 
career opportunities are low.  
 
Organisational Support for Development and Affective Commitment 
This study has presented affective commitment as an important retention 
factor to be investigated in the context of organisational support for development. The 
following sections will discuss the relationship between organisational support for 
development and affective commitment and present psychological contract breach 
and career success as two potential mediators of this relationship.  
Affective commitment reflects a preference to stay with the company that 
arises out of a sense of emotional attachment (N. J. Allen & Meyer, 1990). This 
attachment is different from mere feelings of what employees should do or the 
perceived costs of leaving the organisation, and rather implies a deeper feeling of 
belonging to the organisation (N. J. Allen & Meyer, 1990). Affective commitment 
was found to be related to favourable attitudes and behaviours such as increased 
organisational citizenship behaviour and performance (Meyer, Stanley, Herscovitch, 
& Topolnytsky, 2002). Therefore, affective commitment is assumed to be strongly 
related to the employees’ desire to contribute to the organisation’s effectiveness, 
however, it might be difficult improving affective commitment (Döckel et al., 2006).  
D'Amato and Herzfeldt (2008) argued in favour of facilitating opportunities 
for development since it will likely increase organisational commitment. Although 
work inducements such as organisational support have been identified as important 
antecedents to affective commitment (D. G. Allen et al., 2003; Wayne, Shore, & 
Liden, 1997), additional research regarding how support in organisations can foster 
commitment among employees is required (Meyer et al., 2002). Earlier research has 
indicated that organisational support for development (Lee & Bruvold, 2003), 
perceived investment in employee development (Kuvaas & Dysvik, 2010), perceived 
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availability of training, and perceived supervisor support for training (Newman et al., 
2011) were positively related to affective commitment. These findings suggest that 
employees who receive organisational support for development increase their 
affective commitment to the organisation. Consistent with the emphasis on 
competence development to respond to changing demands, receiving organisational 
support for development suggests the organisation values the individual’s 
employment in the organisation. Accordingly, increased developmental support might 
promote the employees’ feelings of belonging to the organisation, and thus their 
affective commitment. Based on the findings relating organisational support for 
development to affective commitment, the present study expects to find support for 
the following hypothesis:  
   
Hypothesis 5: Organisational support for development is positively related to 
affective commitment. 
  
A growing body of research has applied the psychological contract to 
understand todays changing employment relationship (Zhao, Wayne, Glibkowski, & 
Bravo, 2007). It specifically contributes to understanding the employees’ perceptions 
of organisational support (Tekleab, Takeuchi, & Taylor, 2005). The psychological 
contract is defined as the set of mutual expectations, promises, and obligations that 
exist between the employee and the organisation, binding the parties to some set of 
reciprocal obligations (Conway & Briner, 2005; Rousseau, 1989; Rousseau & 
Tijoriwala, 1998). Thus, it implies promises of committing oneself to a future 
exchange (Robinson & Rousseau, 1994; Rousseau, 1989). The subjective perceptions 
of what is implied in the contract are created during the recruitment process and are 
revised throughout the employment relationship (Rousseau, 1990). Examples of the 
content of the psychological contract are inducements such as job security, training 
and development, support to learn new skills, autonomy, bonus, and meaningful work 
(Coyle-Shapiro & Kessler, 2000; Rousseau, 1990). Inducements relating to career 
development are important elements in the psychological contract (De Vos & 
Meganck, 2009). However, since the individual perceptions are subjective, the parties 
do not necessarily agree on what the psychological contract consists of. 
To date, many studies have examined psychological contract breach, which 
arises when one party perceives the other party has failed to fulfil promised 
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obligations (Morrison & Robinson, 1997). Thus, breach results in an imbalanced 
relationship and promotes a sense of discrepancy between what was promised and 
what was fulfilled (Coyle-Shapiro, 2002). Consistent with other research, the present 
study applies psychological contract breach to reflect when employees’ perceive the 
organisation has not delivered expected inducements. A negative correlation was 
found between perceived organisational support and psychological contract breach 
(Dulac, Coyle-Shapiro, Henderson, & Wayne, 2008). This suggests that employees 
perceive the psychological contract as breached if the organisation does not respond 
to the employees’ expectations regarding career development. Thus, providing 
organisational support for development influences the employees’ perceptions 
regarding the psychological contract. Moreover, employees are more inclined to 
perceive a psychological contract breach in a situation in which the organisation fails 
in delivering organisational support for development. Therefore, the present study 
postulates the following hypothesis: 
 
Hypothesis 6: Organisational support for development is negatively related to 
psychological contract breach.  
 
Psychological contract breach is considered vital in understanding why the 
psychological contract might negatively impact the employees’ feelings, attitudes, and 
behaviours (Conway & Briner, 2005). Meta-analytic results suggest psychological 
contract breach was negatively related to affective commitment (Zhao et al., 2007). 
Specifically, when employees perceived a breach they were inclined to either blame it 
on a misunderstanding regarding what had been promised or they assumed the 
organisation had intentionally disregarded its commitments (Lester, Turnley, 
Bloodgood, & Bolino, 2002).  Consequently, when employees perceive a breach, the 
employee is likely to reduce his or her own contributions to the employer in order to 
restore balance in the relationship (Coyle-Shapiro & Kessler, 2000). Declining 
contributions might seriously damage the quality and existence of the psychological 
contract (Tekleab & Taylor, 2003). Consistent with these findings, employees feel 
less attached and reduce their affective commitment to the organisation when they 
perceive a psychological contract breach. Therefore, the present study expects support 
for the following hypothesis:  
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Hypothesis 7: Psychological contract breach is negatively related to affective 
commitment.  
 
Studies have indicated that the psychological contract is mediating the 
relationship between employee development, organisational support and affective 
commitment (e.g., Sturges, Conway, Guest, & Liefooghe, 2005). Specifically, the 
psychological contract mediated the relationship between informal organisational 
career management interventions such as receiving career advice and affective 
commitment (Sturges et al., 2005). Psychological contract breach was an important 
mediator of the relationship between perceived organisational support and affective 
commitment (Dulac et al., 2008). It is, hence, assumed that the relationship between 
organisational support for development and affective commitment is influenced by 
the employees’ perceptions of whether their psychological contract has been 
breached. Consistently, the present study postulates the following hypothesis:  
 
Hypothesis 8: Psychological contract breach mediates the relationship between 
organisational support for development and affective commitment. 
 
Together with psychological contract breach, the present study has suggested 
that career success is an important factor to investigate in the relationship between 
organisational support for development and affective commitment. Continuous 
development of knowledge, abilities and skills are becoming increasingly important to 
achieve personal career goals (Eby et al., 2003). Therefore, consistent with greater 
emphasis on competence and career development, career success has emerged as an 
important concept. Career success is defined as the individual’s accomplishments of 
desirable work-related outcomes (Arthur, Khapova, & Wilderom, 2005; Judge & 
Bretz, 1994). These accomplishments are based on the result of one’s accumulated 
work experiences (Judge & Bretz, 1994).  
Today, researchers are increasingly adopting subjective career success 
(Heslin, 2005), which is commonly operationalised as career satisfaction (Heslin, 
2005; Judge, Cable, Boudreau, & Bretz, 1995; Ng, Eby, Sorensen, & Feldman, 2005). 
Meta-analytic results suggest supervisory support as well as training and skill 
development opportunities were positively related to career satisfaction (Ng et al., 
2005). Another study identified a positive relationship between perceived support for 
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competency development and career satisfaction (De Vos et al., 2011). Thus, the 
present study will investigate career success operationalised as career satisfaction.  
Career satisfaction is defined as the satisfaction individuals experience from 
intrinsic and extrinsic features of their careers, such as pay and development 
opportunities (Greenhaus, Parasuraman, & Wormley, 1990). Moreover, it refers to the 
subjective evaluation of the job itself and this evaluation is related to the employee’s 
expectations, goals, and achievements (Feldman & Ng, 2007; Ng et al., 2005; Seibert 
& Kraimer, 2001). Individual differences can influence perceptions of career 
satisfaction. For instance individuals have different career aspirations and place 
different values on factors such as income, access to learning, job progression, and 
employment security (Arthur et al., 2005). Thus, people might expect more from their 
careers than just salary and promotions (Heslin, 2005). In summary, career 
satisfaction is related to feelings of contentment and accomplishment regarding one’s 
career and is partially based on objective indicators (Judge et al., 1995).  
Organisations form the context in which career development takes place. Due 
to the demands of the labour market organisations should therefore be involved in the 
employees’ career development (De Vos, Dewettinck, & Buyens, 2009; Kuijpers, 
Schyns, & Scheerens, 2006). Consistent with this argument, De Vos and Soens (2008) 
recommended to include the organisational component of career management as an 
antecedent of career success, since support from the organisation would likely affect 
career outcomes. The assumption is that if employees receive support for 
development they may be more likely to perceive they can achieve personal career 
goals, regardless of whether these goals are related to pay or job progression. 
Consistent with these findings, the present study states the following hypothesis: 
 
Hypothesis 9: Organisational support for development is positively related to 
career success.  
 
To date, research concerning career success has primarily investigated career 
success as an outcome variable (e.g., Colakoglu, 2011; De Vos et al., 2009; De Vos & 
Soens, 2008; Eby et al., 2003; Feldman & Ng, 2007; Greenhaus et al., 1990; Heslin, 
2005; Judge & Bretz, 1994; Judge et al., 1995; Kuijpers et al., 2006; Ng et al., 2005; 
Seibert & Kraimer, 2001; Seibert, M., & Kraimer, 1999; Wayne, Liden, Kraimer, & 
Graf, 1999). To my knowledge, the relationship between career success and affective 
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commitment has not been empirically investigated. The abovementioned definition of 
career success posits that career success is the satisfaction individuals experience 
from their careers and the evaluation of the job itself (Feldman & Ng, 2007; 
Greenhaus et al., 1990). Since individuals’ perceptions of career success are directly 
influenced by their jobs, they might also perceive that employment in the organisation 
is important in facilitating career success. Consequently, career success might reflect 
individual’s evaluation of their career achievements in the organisation. The result of 
this evaluation suggests that when employees experience greater career success, they 
want to continue the employment relationship and feelings of attachment and 
belonging to the organisation will increase. Thus, employees feel more committed to 
the organisation in which they achieve career success. Therefore based on these 
arguments, the following hypothesis is tested:  
 
Hypothesis 10: Career success is positively related to affective commitment. 
 
The present study suggests that organisational support for development is 
related to career success and that career success is related to affective commitment. 
Specifically, studies have found a positive relationship between organisational 
support for development and career success (e.g., Ng et al., 2005). However, to my 
knowledge, the relationship between career success and affective commitment has not 
been empirically investigated. In summary, the arguments that have been presented 
assume that employees who receive developmental support perceive they can achieve 
personal career goals. Thus, organisational support will positively influence career 
success. Additionally, employees who perceive they are achieving their personal 
career goals tend to feel more attached to the organisation and want to continue the 
employment relationship. Consistent with these arguments, the present study 
postulates the following hypothesis: 
 
Hypothesis 11: Career success mediates the relationship between 
organisational support for development and affective commitment. 
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Method 
Sample  
Data were collected in a large Norwegian engineering company that provides 
services to the oil and gas industry. In total, 1785 employees were invited to 
participate in the study. Out of this initial sample, 961 employees responded, which 
yielded a response rate of 53.84%. Within the sample, 80.65% (N = 775) employees 
were male and 19.36% (N = 186) were female (M = 1.19, SD = .40) (1 = male, 2 = 
female). The age ranged from 20 to 67 years (M = 38,61, SD = 9.87). Among the 
participants 31.01% (N = 298) held a managerial position, whereas the majority 
68.99% (N = 663) held a non-managerial position (M = 1.69, SD = .46) (1 = 
managerial, 2 = non-managerial). 
 
Procedure  
All employees within the organisation were invited to participate in the 
survey. The data were collected by the use of an online questionnaire. A link to the 
questionnaire was distributed per email to all employees in the company by the 
Human Resource Department. The participants were assured that all survey responses 
would be treated confidentially, and that the data would not point out any individual 
respondent. The questionnaires were returned electronically after completion. Emails 
reminding participants were sent out seven and fifteen days after the questionnaire 
initially was distributed.  
 
Measures  
The questionnaire contained scales measuring organisational support for 
development, psychological contract breach, career success, affective organisational 
commitment, employability, perceived career opportunities, and intentions to 
turnover. Respondents indicated the extent to which they agreed with each statement 
on a 5-point Likert-scale ranging from 1 = strongly disagree to 5 = strongly agree. 
The survey was administered in English, which is the official working language in the 
organisation.  
Organisational support for development.  Employee development has differed 
in terms of how it has been measured. For instance, it has been measured in types of 
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development programs employees have been participating in (Birdi, Allan, & Warr, 
1997; Kraimer et al., 2011), how effective different development programs are (Birdi 
et al., 1997), and whether employees have received support for development (Lee & 
Bruvold, 2003). The present study chose to measure the employees’ perception of 
organisational support for development based on two arguments. First, development 
programs differ across organisations and can hardly be compared. Second, measuring 
organisational support for development does not assume a specific type of 
development program applied in the organisation. Six items developed by Kraimer et 
al. (2011) together with six items developed by De Vos et al. (2011) were applied to 
measure organisational support for development. An example item is “My 
organisation provides opportunities for employees to develop their specialised 
functional skills” (Kraimer et al., 2011). Items from De Vos et al. (2011) were 
reworded into statements, which were consistent with the other items in the 
questionnaire. An example item is “My organisation provides a more experienced 
colleague as a mentor who guides me in my job and from whose experience I can 
learn”. Cronbach’s alpha of the scale was .90.  
Psychological contract breach. The employees’ perspective on psychological 
contract breach was measured using three items developed by Tekleab and Taylor 
(2003). In Norwegian work life “obligations” are associated with the employment 
contract. Thus, the word “obligations” was replaced with the word “expectations” to 
reflect what creates psychological contact breach. An example item is “(Company) 
has done a good job of meeting its expectations to me”. An explanatory text was 
included where respondents were asked to consider (1) the expectations they formed 
during recruitment and the start of their employment, if employed less than five years, 
or (2) the expectations they formed during the last five years, if employed more than 
five years. In the present study, the Cronbach’s alpha of the scale was .79.  
Career success. The employees’ perceived career success was assessed with a 
5-item scale developed by Greenhaus et al. (1990). An example item is “I am satisfied 
with the progress I have made toward meeting my overall career goals”. Cronbach’s 
alpha of the scale was .86. 
 Affective commitment. The employees’ affective commitment was measured 
using six items developed by Meyer, Allen, and Smith (1993). An example item is “I 
would be very happy to spend the rest of my career with this organisation”. 
Cronbach’s alpha of the scale was .84. 
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Employability. Consistent with De Cuyper et al. (2011) employability was 
assessed using two items developed by Griffeth, Steel, Allen, and Bryan (2005), one 
item developed by Berntson and Marklund (2007), and one item developed by 
Berntson, Näswall, and Sverke (2008). Example items are “Given my qualifications 
and experience, getting a new job would not be very hard at all” (Griffeth et al., 
2005), “My experience is in demand on the labour market” (Berntson & Marklund, 
2007), and “It would not be very difficult for me to get an equivalent job in a different 
organisation” (Berntson et al., 2008). Cronbach’s alpha of the scale was .84. 
Perceived career opportunities. The employees’ perceived career 
opportunities were measured using three items from Kraimer et al. (2011). An 
example item is “(Company) offers many job opportunity that match my career 
goals”. Cronbach’s alpha of the scale was .82. 
Intentions to turnover. The construct was assessed using four items from 
Kelloway, Gottlieb, and Barham (1999). An example item is “I am thinking about 
leaving this organisation”. Cronbach’s alpha of the scale was .90. 
Control variables. Participants were asked to enter their age, gender, and 
position. For instance, studies have indicated that age was correlated with 
employability such that perceptions of employability decrease with age (Van der 
Heijden, 2002; Wittekind et al., 2009). Also, employees at higher levels of the 
organisational hierarchy might perceive more career options than employees at lower 
levels (Kuijpers et al., 2006).  
 
Data Analysis  
The analysis was performed with SPSS 19.0. Means, correlations and standard 
deviations were calculated for the study variables. Missing Value Analysis indicated 
that only the variable Age had missing values (.94%). These missing values were 
replaced by the expectation maximum (EM) procedure. To ensure no assumptions 
regarding normal distribution were violated, the data were visually inspected and 
statistically analysed for skewness. Analysis revealed positive and negative skewness 
for affective commitment, intentions to turnover and employability, and these scales 
were transformed to fit the assumption of normal distribution (Tabachnick & Fidell, 
2007).  
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To test the hypotheses, two different models where chosen as the appropriate 
method of data analysis: (1) a moderated mediation model and (2) a multiple 
mediation model. The moderated mediation model was chosen since it has the 
capacity to test the conditional indirect effect of a mediator contingent on the level of 
the moderator (Edwards & Lambert, 2007; Preacher, Rucker, & Hayes, 2007). As 
defined by Preacher et al. (2007), a conditional indirect effect is understood as the 
size of an indirect effect at a specific value of one or several moderators. Thus, the 
conditional indirect effect on Y is dependent on the value of the moderator. The 
multiple mediation model was chosen because it has the ability of testing multiple 
indirect effects simultaneously. As described by Preacher and Hayes (2008) the 
multiple mediation model has several benefits. First, it is possible to test the total 
indirect effect of a set of mediators to determine whether an overall effect exists. 
Second, it is possible to determine each specific mediator’s mediating effect 
conditional on the presence of other mediators in the model. Third, the probability of 
parameter bias caused by omitted variables is reduced. Fourth, competing theories can 
be tested since the relative magnitude of each specific indirect effect is compared and 
assessed. 
Both models were conducted with Hayes and Preacher’s (2012) SPSS 
PROCESS macro for testing moderation and mediation analysis. This macro uses 
bootstrap technique to test both the moderated mediation hypotheses and multiple 
mediation hypotheses. Bootstrap analysis is a nonparametric procedure; therefore it 
makes no assumptions about the sampling distribution of the variables or of the 
indirect effects (Hayes, 2009; Mackinnon, Lockwood, & Williams, 2004; Preacher & 
Hayes, 2008). According to Mackinnon et al. (2004), bootstrap technique has shown 
to have great statistical power and low Type 1 error rates. Bootstrapping involves 
generating sequences of unique data sets, called bootstrap samples, by repeatedly 
resampling from the original data set and estimating the indirect effect in each 
bootstrap sample (Edwards & Lambert, 2007; Preacher & Hayes, 2008; Shrout & 
Bolger, 2002). This resampling procedure is done with replacement, which means 
each case is returned and has an equal chance of being redrawn while the new sample 
is constructed (Hayes, 2009). By repeating this procedure thousands of times, it is 
possible to build an empirical estimation of the sampling distribution of the indirect 
effects as the new sample is treated as a small-scale representation of the population 
(Hayes, 2009).  This sampling distribution is then used to derive bootstrap confidence 
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intervals to test the statistical significance of the total and specific indirect effects 
(Preacher & Hayes, 2008). An effect is considered significant when the confidence 
interval does not contain zero (Hayes, 2009; Preacher & Hayes, 2008).  
The moderated mediation model. The present study used a moderated 
mediation model to determine whether organisational support for development 
influence intentions to turnover through one mediator: employability, and one 
moderator: perceived career opportunities. Figure 1 displays the hypothesised 
moderated mediation model. The a1 coefficient represents the effect of organisational 
support for development on employability (the mediator), and the b1 and bM 
coefficients represent the effect of the mediator and moderated mediation on 
intentions to turnover. The path c1 is the total effect of organisational support for 
development on intentions to turnover. The path c’1 is the direct effect of 
organisational support for development on intentions to turnover. As suggested by 
Edwards and Lambert (2007), perceived career opportunities (the moderator) was 
included and tested for all paths to avoid making incorrect inferences of the effect of 
the moderator.  
The multiple mediation model. The multiple mediation model was used to 
determine whether organisational support for development influences affective 
commitment through two mediators: psychological contract breach and career 
success. Figure 1 displays the hypothesised multiple mediation model. The a2 and a3 
coefficients represent the effects of organisational support for development on the 
mediators, and the b2 and b3 coefficients represent the effects of the mediators on 
affective commitment. The path c2 is the total effect of organisational support for 
development on affective commitment. The path c’2 is the direct effect of 
organisational support for development when controlled for the effect of the set of 
mediators. The specific indirect effect is the mediating effect of each proposed 
mediator, and is represented by a2b2 (psychological contract breach) and a3b3 
(career success). Finally, the total indirect effect is the sum (a2b2 + a3b3) of the two 
mediators’ specific indirect effects. According to Preacher and Hayes (2008) testing a 
multiple mediation model should involve (1) an analysis of the total indirect effects, 
in other words, the overall effect of the set of mediators combined, and (2) an analysis 
of the specific indirect effect of each mediator. Thus, the multiple mediation model 
test the total and the specific indirect effect of psychological contract breach and 
career success.  
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Figure 1. The Hypothesised Moderated Mediation Model and Multiple Mediation 
Model  
 
The analysis and parameter estimates for both models were based on 5000 
bootstrap samples drawn with replacement from the original sample of 961 
respondents. This is consistent with Hayes (2009) recommendations. To test the 
significance of the total, indirect and conditional effects, 95% bias-corrected 
confidence intervals (BC CI) were used as this have been shown to be performing 
best in terms of power and Type 1 error rates (Mackinnon et al., 2004; Preacher & 
Hayes, 2008). If the BC CIs were different from zero, the indirect effect was 
statistically significant and mediation and moderated mediation were demonstrated 
(Hayes, 2009; Preacher & Hayes, 2008). The quantile option in PROCESS was 
applied for the moderated mediation model since it produces the conditional indirect 
effect for the 10
th
, 25
th
, 50
th
, 75
th
, and 90
th
 percentiles of perceived career 
opportunities.  
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Results 
Descriptive Statistics 
Table 1 presents the means, standard deviations, bivariate correlations and 
reliabilities of all study variables. To test the presence of multicollinearity due to a 
significant correlation between (1) career opportunities and employability, and (2) 
career success and psychological contract breach, collinearity diagnostics in linear 
regression analysis were performed. The analysis showed that the Tolerance-level 
(.98) was high and VIF-values (1.03) were low for perceived career opportunities and 
employability, and the Tolerance-level (.63) and VIF-values (1.58) were low for 
career success and psychological contract breach. These results indicated that 
multicollinearity was not an issue (Tabachnick & Fidell, 2007).  
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 Table 1. Means, Standard Deviations, Correlations, and Reliabilities  
Variable M SD 1 2 3 4 5 6 7 8 9 10 
1. Age 38.61 9.87 -          
2. Gender (1 = male, 2 = female)  1.19 .40 -.08* -         
3. Position (1 = managerial, 2 = non-managerial) 1.69 .46 -.19** .03 -        
4. Organisational support for development 3.40 .72 -.00 -.04 -.14** (.90)       
5. Career success 3.55 .80 .05 -.02 -.20** .59** (.86)      
6. Psychological contract breach 2.40 .84 .00 .04 .11** -.63** -.61** (.79)     
7. Affective commitment 3.51 .55 .14** -.03 -.11** .46** .39** -.39** (.84)    
8. Employability 1.96 .80 .03 .10** .18** .04 -.02 -.03 -.02 (.84)   
9. Perceived career opportunities 3.86 .80 -.17** .01 -.11** .30** .25** -.29** .30** -.16** (.82)  
10. Intentions to turnover 2.15 1.05 -.04 .02 .10 -.52** -.50** .57** -.54** -.17** -.24** (.90) 
Note. N = 961. Cronbach’s alpha reported in parenthesis.  
* p < .05. ** p < .01.  
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Prior to the analysis using PROCESS, a hierarchical regression analysis was 
performed to estimate the amount of variance in intentions to turnover and affective 
commitment that was explained by the control variables age, gender, and position. 
The control variables explained in total .02% of the variance in intentions to turnover 
(F = .53,    = .002), and 3% of the variance in affective commitment (F = 9.25,    = 
.03). This is within the acceptable limits. Table 2 presents the estimated regression 
coefficients from the moderated mediation analysis, and Table 4 from the multiple 
mediation analysis. Only age had a very small significant effect on intentions to 
turnover and affective commitment. To a very small degree are older employees less 
likely to quit and more committed to their organisation.  
 
Moderated Mediation Analysis  
Hypothesis 1 predicted that organisational support for development is 
negatively correlated with intentions to turnover. As seen in Table 2 (path c1), 
organisational support for development was significantly related to intentions to 
turnover (b = -.86, p < .001), supporting Hypothesis 1. This finding suggests that 
organisational support reduces the employees’ intentions to leave their current 
organisation.  
In Hypothesis 2 the present study tested whether organisational support for 
development is positively associated with employability. The results in Table 2 (path 
a1) reveal that organisational support for development was significantly related to 
employability (b = .40, p < .01). Hypothesis 3 predicted employability is negatively 
correlated with intentions to turnover. As seen in Table 2 (path b1), employability was 
significantly related to intentions to turnover (b = -.55, p < .001). Thus Hypothesis 2 
and 3 were supported. These results suggest that organisational support for 
development has a positive impact on employability, and employees who perceive 
they are easily employable are less likely to leave the organisation.  
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Table 2. Regression Coefficients from the Moderated Mediation Analysis Predicting Intentions to Turnover. 
 b SE    F 
Control variables   .002 .53 
Age -.01** .00   
Gender .04 .07   
Position -.11 .06   
Regression coefficients 
Organisational support for development to employability (path a1) 
 
.40*** 
 
.15 
  
Interaction: organisational support for development  * perceived career opportunities 
Perceived career opportunities to employability 
-.07* 
.06 
.04 
.13 
  
Employability to intentions to turnover (path b1) 
Perceived career opportunities to intentions to turnover 
-.55**** 
-.51*** 
.16 
.17 
  
Interaction: employability * perceived career opportunities 
Interaction: organisational support for development * perceived career opportunities 
.09** 
.04 
.04 
.04 
  
Total effect of organisational support for development (path c1) -.86**** .17   
Conditional direct effects of organisational support for development (path c’1): 
10
th
 percentile 
25
th
 percentile 
50
th
 percentile 
75
th
 percentile 
90
th
 percentile 
 
-.73**** 
-.72**** 
-.69**** 
-.67**** 
-.64**** 
 
.05 
.05 
.04 
.05 
.07 
  
Model summary   .32*** 54.89*** 
Note. N = 961. b = unstandardised regression coefficient.  
* p < .10. ** p < .05.  *** p < .01. **** p < .001. 
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Hypothesis 4 stated that employability is a mediator between organisational 
support for development and intentions to turnover, and that this mediation is 
moderated by perceived career opportunities. Specifically, that the relationship is 
stronger when perceived career opportunities are high compared to when perceived 
career opportunities are low. Hence, the hypothesis was tested with a moderated 
mediation. Table 2 displays the results for the interaction of perceived career 
opportunities (the moderator) when tested for all paths, which is consistent with the 
recommendations of Edwards and Lambert (2007). The interaction of organisational 
support for development and perceived career opportunities on employability was 
only significant at the 10% level (b = -.07, p > .10). The interaction of employability 
and perceived career opportunities on intentions to turnover was significant (b = .09, p 
< .05). Finally, the interaction of organisational support for development and 
perceived career opportunities on intentions to turnover was not significant (b = .04, p 
> .05). Thus, the only significant interactions were those of perceived career 
opportunities and organisational support for development as well as employability on 
intentions to turnover. The significant interaction between employability and 
perceived career opportunities was stronger when perceived career opportunities were 
low compared to high, which is opposite from what was hypothesised. Bootstrap 
analysis was conducted to test the conditional indirect and direct effects of the 
moderated mediation in the relationship between organisational support for 
development and intentions to turnover. 
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Table 3. Conditional Indirect Effects and their Corresponding Bootstrap Confidence Intervals of Organisational Support for  
Development on Intentions to Turnover at values of Perceived Career Opportunities 
 95% BC CI 
Perceived career  
opportunities 
Parameter 
estimate 
 
SE 
 
Lower 
 
Upper 
Employability                                    10
th
 percentile 
Employability                                    25
th
 percentile 
Employability                                    50
th
 percentile 
Employability                                    75
th
 percentile 
-.0527 
-.0413 
-.0226 
-.0154 
.0166 
.0126 
.0087 
.0080 
-.0896 
-.0700 
-.0430 
-.0356 
-.0249 
-.0199 
-.0084 
-.0026 
Employability                                    90
th
 percentile -.0050 .0073 -.0270 .0053 
Note. BC CI = bias-corrected confidence intervals. Based on 5000 bootstrap samples.  
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Bootstrap Analysis 
 Table 3 displays the parameter estimates and the bias-corrected confidence 
intervals (BC CIs) for the conditional indirect effects obtained from the bootstrap 
analysis for the moderated mediation analysis. Consistent with the results in Table 2, 
perceived career opportunities significantly moderated the effect of employability on 
intentions to turnover in the relationship between organisational support for 
development and intentions to turnover (Table 3). However, with a parameter 
estimate of .0050 and a BC 95% CI of -.0270 to .0053, moderated mediation did not 
exist for the 90
th
 percentile of the moderator. Perceived career opportunities 
significantly moderated employability except for those who perceived the highest 
level of career opportunities. The values of the parameter estimates from the 10
th
 to 
the 90
th
 percentile were declining suggesting that lower levels of perceived career 
opportunities increase intentions to turnover.  
The conditional direct effects of organisational support for development and 
perceived career opportunities (moderator) on intentions to turnover (path c’1) are 
displayed in Table 2. The direct effect of organisational support for development, 
when controlled for the indirect effect of the moderated mediation, was significant. 
Specifically, the relationship was stronger with lower levels of perceived career 
opportunities. Thus, organisational support for development reduces intentions to 
turnover, and this relationship was stronger when employees perceive there were 
fewer compared to several career opportunities in the organisation.  
Together these results indicate that perceived career opportunities significantly 
moderated employability in the relationship of organisational support for development 
and intentions to turnover. Thus, the relationship was stronger when perceived career 
opportunities were included. When controlling for the moderated mediation effect, the 
relationship between organisational support for development and intentions to 
turnover remained significant. Therefore, the moderated mediation partially 
accounted for the relationship between organisational support for development and 
intentions to turnover. Furthermore, the strength of perceived career opportunities 
influenced intentions to turnover in the opposite direction as hypothesised. 
Consequently, Hypothesis 4 was partially supported. Employees perceive they are 
more employable when they receive organisational support for development. Also, 
when employees perceive they are employable and have several career opportunities 
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in the organisation they will more likely have intentions to turnover. Finally, the 
moderated mediation model explained 32% of the variance in intentions to turnover 
(Table 2). 
 
Multiple Mediation Analysis  
In Hypothesis 5 the study tested whether organisational support for 
development is positively correlated with affective commitment. Consistent with the 
hypothesis, Table 4 demonstrates that organisational support for development was 
positively related to affective commitment (b = .35, p < .001). Thus, Hypothesis 5 
was supported. In addition, the direct effect (path c’) of organisational support for 
development on affective commitment (b = -.24, p < .001) remained significant when 
controlling for psychological contract breach and career success (the mediators). It 
seems that psychological contract breach and career success partially mediate the 
relationship between organisational support for development and affective 
commitment. Therefore, the employees’ feelings of commitment to the organisation 
will increase when the organisation provides support for development,  
Hypothesis 6 stated that organisational support for development is negatively 
related to psychological contract breach. As seen in Table 4 (path a2) organisational 
support for development was significantly correlated with psychological contract 
breach (b = -.74, p < .001). In Hypothesis 9 it was predicted that organisational 
support for development is positively associated with career success. Organisational 
support for development was significantly related to career success (b = .64, p < .001) 
(Table 4, path a3). Therefore, Hypothesis 6 and 9 were supported. When the 
employees’ receive support for development from the organisation, they perceive the 
organisation is fulfilling the psychological contract. Also, employees perceive they 
have a successful career when they receive support for development from the 
organisation.  
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Table 4. Regression Coefficients from the Multiple Meditation Analysis Predicting Affective Commitment. 
 b SE    F 
Control variables   .03 9.25 
Age .01*** .00   
Gender -.01 .04   
Position -.03 .03   
Path a2 and a3     
Organisational support for development to the psychological contract breach (path a2) -.74*** .03   
Organisational support for development to career success (path a3) .64*** .03   
Path b2 and b3     
Psychological contract breach to affective commitment (path b2) -.08** .03   
Career success for affective commitment (path b3) .09** .03   
Total effect of organisational support for development (path c2) .35*** .02   
Direct effect of organisational support for development (path c’2) .24*** .03   
Model summary   .23*** 71.99*** 
Note. N = 961. b = unstandardised regression coefficient.  
** p < .01. *** p < .001. 
 
 
 
 
 
 
Table 5. Specific Indirect Effects, Total Indirect Effect, and their Corresponding Bootstrap Confidence Intervals 
 of the Relationship Between Organisational Support for Development and Affective Commitment.  
 95% BC CI 
Mediator Parameter estimate SE Lower Upper 
Psychological contract breach .0586 .0196 .0205 .0962 
Career success 
Total indirect effect 
.0543 
.1130 
.0173 
.0197 
.0203 
.0748 
.0889 
.1516 
Note. BC CI = bias-corrected confidence intervals. Based on 5000 bootstrap samples.
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In Hypothesis 7 it was tested whether psychological contract breach is 
negatively correlated with affective commitment. Consistent with the hypothesis 
(Table 4, path b1), psychological contract breach was significantly related to affective 
commitment (b = -.08, p < .01). Thus, Hypothesis 7 was supported. Hypothesis 10 
predicted that career success was positively associated with affective commitment. A 
significant correlation between career success and affective commitment  (b = .09, p < 
.01) is reported in Table 4 (path b3), supporting Hypothesis 10. Employees who 
perceive a psychological contract breach feel less committed to the organisation. 
Furthermore, when the employees’ perceive they have a successful career they feel 
more committed to the organisation.  
 
Bootstrap Analysis 
 Table 5 displays the parameter estimates and the bias-corrected confidence 
intervals (BC CIs) for the total and specific indirect effects obtained from the 
bootstrap analysis for the multiple mediation analysis. With a parameter estimate of 
.1130 and a BC 95% CI of .0748 to .1516, the total indirect effect of the mediators 
was statistically significant. Thus, the confidence interval did not contain zero. The 
set of mediators mediate the relationship between organisational support for 
development and affective commitment. 
Hypothesis 8 stated that psychological contract breach is a mediator between 
the relationship of organisational support for development and affective commitment. 
The specific indirect of psychological contract breach was significant (Table 3). The 
parameter estimate was .0586 and a BC 95% CI of .0205 to .0962, thus the confidence 
interval was different from zero. In Hypothesis 11 it was tested whether career 
success was a mediator of the relationship between organisational support for 
development and affective commitment. As reported in Table 3 the specific indirect 
effect of career success was significant. The parameter estimate was .0543 and a BC 
95% CI of .0203 to .0889, thus the confidence interval did not contain zero. The total 
effect of organisational support for development on affective commitment (path c’2) 
was still significant when controlling for the specific indirect effect of the set of 
mediators. The significant direct effect of organisational support for development on 
affective commitment (b = .24, p < .001) indicates that psychological contract breach 
and career success partially mediated the relationship. Therefore, Hypothesis 8 and 11 
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were partially supported. When employees receive organisational support for 
development, they will more likely perceive the psychological contracts are fulfilled 
and that they have career success. Further, these perceptions will promote feelings of 
commitment to the organisation. Specifically, organisational support for development 
will directly increase affective commitment. Finally, the multiple mediation model 
explained 23% of the variance in affective commitment (Table 4).  
 
Discussion 
The present study aimed to examine the role of organisational support for 
development in promoting a successful retention effort. Specifically, a successful 
retention effort was assessed by intentions to turnover and affective commitment. 
Employability was investigated as a mediator and perceived career opportunities as a 
moderator in the relationship between organisational support for development and 
intentions to turnover. Perceived career opportunities were assumed to strengthen the 
negative relationship to intentions to turnover, such that when perceptions of internal 
career opportunities were high employees were less likely to quit. Psychological 
contract breach and career success were investigated as mediators in the relationship 
between organisational support for development and affective commitment. The 
present study makes four contributions to the organisational support for development 
and retention literature. These contributions consist of showing a strong relationship 
between organisational support for development and intentions to turnover as well as 
affective commitment. In addition, employability, perceived career opportunities, 
psychological contract breach, and career success are important factors in explaining 
the abovementioned relationships. A discussion of these contributions will be 
presented the next section, followed by limitations and suggestions for future 
research, practical implications, and conclusion. 
 
Organisational Support for Development and Intentions to Turnover 
Despite increased attention towards organisational support for development in 
order to boost retention efforts, research has not successfully established a clear 
relationship between organisational support for development and intentions to 
turnover (Kraimer et al., 2011). Development opportunities are considered 
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fundamental for organisations and employees to respond to a competitive market and 
increased work demands. Moreover, they are important factors to retain key 
employees. The first contribution of this study is to show a strong negative 
relationship between organisational support for development and intentions to 
turnover. Second contribution is to demonstrate that employability and perceived 
career opportunities are factors that have an impact on this relationship.  
The first finding in the present study was that organisational support for 
development was positively related to intentions to turnover (Hypothesis 1), 
indicating that organisational support for development plays an important part in 
reducing intentions to turnover. In addition, the relationship between organisational 
support for development and intentions to turnover was significant when other 
variables were controlled for, establishing a direct relationship. This result could be 
understood in the context of the increased work demands on organisations and 
employees. Organisations need to develop the employees’ competence to respond to a 
competitive market and employees demand development opportunities to increase job 
variety. Employees who receive organisational support for development perceive the 
organisation cares for them and they are more inclined to remain in the organisation 
(e.g., Kuvaas & Dysvik, 2010). However, the direct relationship between 
organisational support for development and intentions to turnover contradicts research 
that has found mediating factors to explain the relationship (e.g., D. G. Allen et al., 
2003; Lee & Bruvold, 2003), and research that has found a positive relationship (Ito 
& Brotheridge, 2005). Altogether, organisational support for development influences 
the decision to remain in the organisation and should be considered an important 
strategy in organisation’s retention efforts.  
The second contribution demonstrates that employability and perceived career 
opportunities are important factors that influence the relationship between 
organisational support for development and intentions to turnover. Specifically, a 
significant relationship was established between organisational support development 
and employability (Hypothesis 2), and between employability and intentions to 
turnover (Hypothesis 3). It seems that support for development is important for 
improving employability, which is critical for increasing the probability of getting a 
new job and the employees’ career potential. This discovery is consistent with 
previous research (e.g, De Vos et al., 2011; Van der Heijde & Van der Heijden, 
2006). Moreover, employability was negatively associated with intentions to turnover, 
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which contradicts a previous study (e.g., De Cuyper et al., 2011). Employability 
might have gained importance in Norway after the financial crisis was evident in fall 
of 2008. During this period several organisations in Norway needed to downsize, 
especially those who were dependent on the international market to sell their 
products. The adverse effects of the crisis are still evident today, as especially 
southern parts of Europe are experiencing a high unemployment rate and extensive 
cuts in public spending. Despite that Norway was only to a small degree affected by 
the financial crisis compared to the rest of the world, its consequences might affect 
the employees’ commitment and sense of employment security. Therefore, 
developing competences such that individuals have several job alternatives might 
increase retention, since employees regard development as an investment in their 
future career potential. Thus, employees can gain most if they remain in the 
organisation that provides support for development.  
As predicted, the interaction between employability and perceived career 
opportunities on intentions to turnover and the moderated mediation in the 
relationship between organisational support for development and intentions to 
turnover were significant (Hypothesis 4). This indicates that perceptions of career 
opportunities in the organisation play a central role in strengthening the relationship 
between employability and intentions to turnover. In addition, perceived career 
opportunities are important in the relationship between organisational support for 
development and intentions to turnover when employability is included as a mediator.  
Unexpectedly, the results for the interaction and moderated mediation 
appeared in opposite direction of what was expected, indicating that higher levels of 
perceived career opportunities were associated with increased intentions to turnover. 
Moreover, the relationship was not significant for employees who perceived most 
career opportunities. A possible explanation is that other factors more importantly 
influence these employees’ intentions to turnover rather than perceptions of career 
opportunities. For instance, work-life balance might influence intentions to turnover 
to a greater extend for employees who already perceive they have several career 
opportunities.  Furthermore, it seems that employees are more inclined to stay in the 
organisation when they perceive lower compared to higher levels of career 
opportunities, which is inconsistent with previous research (e.g., Kraimer et al., 
2011). In summary, organisational support for development influenced employability, 
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which in turn reduced intentions to turnover. However, intentions to turnover 
increased when perceptions of career opportunities were included in the relationship.  
A possible explanation for the unexpected influence of perceived career 
opportunities could be that employees who are informed about internal career 
opportunities have this knowledge since they are already searching for a new job. As 
a result, those who are searching for a new job might be looking for opportunities in 
the current organisation as well as in other organisations. This implies that employees 
who are aware of career opportunities in the organisation are already contemplating 
about leaving the organisation and therefore report increased intentions to turnover. A 
second explanation is that perceptions of career opportunities do not imply actual 
promotion. Thus, consistent with previous research (e.g., Benson et al., 2004; 
Hausknecht et al., 2009) it seems that being promoted after receiving organisational 
support for development might be more critical to reduce intentions to turnover 
compared to perceptions of career opportunities.  
 
Organisational Support for Development and Affective Commitment 
Organisations that provide employees with developmental support are 
expected to have committed employees, and such organisational support for 
development is critical to establish a successful retention effort. The third contribution 
of the present study is to show a strong positive relationship between organisational 
support for development and affective commitment. Fourth contribution is to 
demonstrate that psychological contract breach and career success as mediators that 
have an impact on this relationship. In general, the present study contributes to 
research on career success and affective commitment since, to my knowledge, prior 
research has not tested this relationship.  
The hypothesis predicting that organisational support for development is 
positively related to affective commitment was supported (Hypothesis 5). Thus, the 
third contribution of the present study demonstrates that organisational support for 
development is important in enhancing the employees’ feelings of commitment to the 
organisation. Specifically, this relationship was significant when career success and 
the psychological contract were controlled for. Thus, despite the effect of 
psychological contract breach and career success, supporting development is critical 
in promoting feelings of attachment to the organisation. It seems that employees 
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perceive that the organisation values and cares for them when it provides support for 
development. Employees will respond to this support with increased commitment to 
the organisation. This finding supports earlier research (e.g., Newman et al., 2011; 
Wayne et al., 1997), which has established that support for development is critical in 
promoting affective commitment. Increasing the employees’ feelings of being 
committed are important to the organisation since it enhances organisational 
citizenship behaviour and performance (Meyer et al., 2002). Altogether, 
organisational support for development is associated with affective commitment and 
is therefore a critical retention strategy.   
 The forth contribution is to show that psychological contract breach and career 
success have an impact on the relationship between organisational support for 
development and affective commitment. As predicted, organisational support for 
development was negatively related to psychological contract breach (Hypothesis 6), 
and psychological contract breach was negatively associated with affective 
commitment (Hypothesis 7). Providing organisational support for development is 
critical to lower the employees’ perceptions on whether it has been psychological 
contract breach, which is consistent with earlier research (e.g., Dulac et al., 2008). 
Furthermore, De Vos and Meganck (2009) argued that it is important to pay attention 
to the employees’ psychological contract concerning their expectations for continuous 
development. This importance is strengthened by results indicating that employees 
tend to perceive there has been psychological contract breach (Robinson & Rousseau, 
1994). Consistent with prior research (e.g., Zhao et al., 2007), these findings indicate 
that it is essential for the organisation to fulfil the psychological contract in order to 
promote feelings of commitment.   
The hypotheses predicting that organisational support for development is 
related to career success (Hypothesis 9), and that career success is associated with 
affective commitment (Hypothesis 10) were supported. These findings suggest that 
organisational support for development is important to increase the employees’ career 
success. Employees are increasingly seeking new challenges and opportunities to 
develop their competence are critical to achieve what the individual considers to be a 
successful career. These findings support earlier research in which support for 
development was an important factor in promoting feelings of career success (De Vos 
et al., 2011). Moreover, the positive relationship between career success and affective 
commitment is a noteworthy contribution since this relationship has not been 
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investigated before. It seems that employees who perceive they have a successful 
career will more likely feel committed to the organisation, since employment in the 
organisation is connected to their achievements of career success.  
Psychological contract breach (Hypothesis 8) and career success (Hypothesis 
11) partially mediated the relationship between organisational support for 
development and affective commitment. These findings suggest that even though 
psychological contract breach and career success are important components in the 
relationship between support for development and affective commitment, they are not 
the cause of the relationship. One possible explanation for this partial mediation might 
be based on the importance employees place on support for development. 
Organisations that provide support and opportunities for development communicate 
that they value the individual’s present and future employment in the organisation and 
cares for their well-being. In summary, the results indicate that organisational support 
for development plays an important role in organisation’s retention management.  
 
Limitations and Suggestions for Future Research 
The results of the present study should be interpreted in terms of its 
limitations. First, the study was done with a cross-sectional research design. This 
implies the reported results are correlational in nature, and therefore the study cannot 
determine causality between the variables. For instance it cannot be concluded that 
employees who report they receive organisational support for development will 
actually reduce intentions to turnover. To establish in-depth knowledge about the 
causal relationship, a longitudinal research design should be applied. For instance the 
questionnaire could be administrated twice, and a measure of turnover a year after the 
last administration should be included in the study. The time frame between the first 
and second administration could be six months to examine the consistency between 
the results. Collecting turnover data a year after the last administration would provide 
information regarding actual turnover in addition to employees who are 
contemplating on leaving.  
Second, the data were collected in an organisational context that is thought to 
be fairly concerned with development and career opportunities. The results might 
have been different in an organisational context that place less importance on 
development and carer opportunities (Kraimer et al., 2011). Data were collected in a 
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Norwegian engineering company that provides services to the oil and gas industry, 
which suggests that these findings might not be representative for other sectors and 
cultural contexts. However, generalisability of the results might not always be the 
primary goal in research. Collecting data in one organisation provides valuable 
insights into that particular organisation, which might otherwise have been 
overlooked or disregarded. For instance, many of the respondents were engineers who 
are highly sought after in the employment market, which imply they are frequently 
exposed to external career opportunities. Consequently, the present study provided 
insights into how support for development promotes retention for employees who are 
important for the organisations’ competitive advantage and that are extremely 
attractive on the labour market. 
Third, the results might have been less conservative in an organisation with a 
higher turnover rate. There might have been more differentiated findings regarding 
employability, psychological contract breach, perceived career opportunities, and 
career success in an organisation with a higher turnover rate. The present study did 
not measure actual turnover, which implies that one cannot assume consistency 
between how many thinking of leaving and the number of employees who actually 
decide to leave. Research has shown that intentions to turnover are moderately related 
to actual turnover (Griffeth, Hom, & Gaertner, 2000), indicating that there are other 
important factors such as work-life balance and leadership that should be considered 
within the field of retention. However, intentions to turnover provide valuable 
information regarding employees who are thinking of quitting in the nearest future. 
Especially since these employees might not be performing at their top level and 
therefore have a negative effect on the organisations’ competitiveness.  
Finally, data were collected using a self-report questionnaire, which is 
consistent with how most studies have measured work attitudes such as affective 
commitment and intentions to turnover. However, the relationships that were found in 
the present study could have been affected by common method bias overestimating 
the relationships (Podsakoff, MacKenzie, Lee, & Podsakoff, 2003). Future research 
should therefore use data from multiple resources. For instance, managers could 
assess how much and what types of development support are provided for their 
employees. These measures could be compared to the employees’ perceptions of 
organisational support for development.  
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Additional suggestions for future research are related to employability, 
perceived career opportunities, career success, and social exchange theory. First, with 
respect to the discussion assuming employability should increase intentions to 
turnover (e.g., De Cuyper et al., 2011), our results indicate that additional research is 
necessary to understand the relationship between employability and intentions to 
turnover. For instance, job transition could be included as a moderator between 
employability and intentions to turnover to investigate whether changes in job content 
affect this relationship.  Furthermore, future research could investigate employability 
in connection to other work attitudes that are related to a successful retention effort, 
such as affective commitment and job engagement.  
Second, the unexpected positive effect of perceived career opportunities to 
intentions to turnover implies future research is needed to understand how career 
opportunities influence intention to turnover. Given the negative association between 
actual promotion and intentions to turnover (Benson et al., 2004; Hausknecht et al., 
2009), promotion could be investigated in conjunction with perceived career 
opportunities. Thus, increasing our understanding of their specific effects on 
intentions to turnover. Third, although research has generally investigated career 
success as an outcome variable, the positive relationship between career success and 
affective commitment suggests future research should investigate additional outcomes 
that are related to career success. For instance, job engagement could be tested with 
respect to increased knowledge about the organisations’ retention efforts. Also, 
performance could be tested to understand whether employees who perceive they 
have career success have an impact on the organisations’ effectiveness.  
 Finally, according to Kraimer et al. (2011) relating social exchange theory to 
organisational support for development could provide insights into why employees 
might be motivated to stay in organisations that provide developmental support. 
Social exchange theory reflects a reciprocal exchange relationship in which trust for 
future exchange is a central tenet (Blau, 1964). Thus, social exchange theory suggests 
that employees perceive they are a valued resource to the organisation when it 
provides developmental opportunities (Lee & Bruvold, 2003). These perceptions 
promote commitment to the organisation and intentions to stay. Consistent with 
today’s changing employment relationship and employees increased focus on career 
development, future research could investigate how social exchange theory is related 
to employability and career success.   
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Practical Implications  
Reliable knowledge about factors that promote retention is particularly 
valuable to organisations with employees who are highly sought after. The present 
study revealed that organisational support for development is of great importance 
when it comes to intentions to turnover and affective commitment. Although 
companies provide extensive development programs to facilitate the employees’ 
diverse career aspirations, employees need to perceive that these development 
opportunities are available to them. Therefore, organisations need to take care that 
support for development is evident and communicated at all levels of the organisation 
to enhance a learning environment for all employees (De Vos et al., 2011). Thus, it 
should be considered a critical element of organisation’s retention management.  
Additionally, organisations need to provide developmental support if they 
want to retain employees who are concerned with their career potential and career 
goals, and even more so with respect to the tight labour market in the oil and gas 
industry. Thus, organisations should be aware of the employees’ career objectives and 
competence levels, and accordingly provide developmental support in order for them 
to achieve a successful career.  
In order to make sure employees do not perceive psychological contract 
breach, organisations need to be aware of what they communicate both during and 
after the recruitment period regarding expectations of future inducements. Employees 
who receive developmental support from the organisation will less likely perceive 
psychological contract breach and will instead continue developing a mutual 
exchange relationship with the organisation. Thus, providing organisational support 
for development should be considered a win-win situation. Employees experience 
increased competence development, career success, and strong psychological 
contracts (e.g., Janssens, Sels, & Van Den Brande, 2003) with the organisation, and 
organisations develop a competent workforce who are committed and wants to remain 
in the organisation.  
 
Conclusion 
With respect to the changing employment relationship and competitive work 
environment, retaining the best talents is of high importance.  Based on the findings, 
organisational support for development leads to more committed employees and it 
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increases intentions to stay. Moreover, the present study indicates that organisations 
need to pay attention to employability, career success, and psychological contract 
breach if they wish to retain key employees. Unexpectedly, perceived career 
opportunities led to increased intentions to turnover, suggesting further research is 
needed. Altogether, the present study contributes to a better understanding of how 
organisational support for development encourages retention and should be 
considered an important strategy in organisation’s retention efforts.  
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